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MEMORANDUM

To Board of Regents

From: Board ‘Office

Subject: Organizational Review, Phase | Report

Strategic Plan:

Seventeen
Recommendations:

Review Meeting
Schedule

Review Purchasing

-Date: January 10, 2002
Recommended 1. Receive the Report from MGT .of America on Phase | of the
Actions: Organizational Review.

2. Approve the recommendations as proposed by MGT for Phases |l

and IIl.

3. Approve the assignments and schedule for Phases Il and lIl.-
Executive Last May the Board approved a three phase Organizational Review of the
Summary: Board, Board Office and the five institutions. MGT of America, a

consulting firm from Tallahassee, Florida was selected to undertake -
Phase | of the Review: the identification of areas to be studied to improve
efficiency, effectiveness, and accountability of the Regent enterprise.
Phases Il and Ill were to be short term and longer term in-depth studies
of the areas identified in Phase |I. Phase | is now complete. This report
provides the results of Phase | of the Regent Organizational Review.

The Organizational Review, because of its scope, addresses almost all
aspects of the Board's Strategic Plan but especially addresses K.R.A.
4.0.0.0 “providing effective stewardship of the institutions”. K.R.A. 4.2.0.0
in particular addresses the improvement of the operational effectiveness
and efficiency of the institutions. ’

The MGT Report on Phase | recommends seventeen (17) in-depth
studies of areas that MGT believes will lead to greater efficiency and
effectiveness for the Board, Board Office and the Regent institutions.

Recommendation Il -=1: The Board of Regents should review their
current meeting schedule and agenda arrangements to determine if
travel costs can be reduced and staff productivity increased while still
enabling the Regents to fully execute their responsibilities.

Recommendation Il =2: A Board of Regents committeé should review
the current purchasing, contracting, and personnel appointment approval
thresholds with the objective of delegating more decision-making
authority to the institutions.
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Recommendation Il -3: The Board of Regents should prioritize and
undertake a review of the instructional, research, and public service
delivery systems at each university with the objective of streamlining the
delivery systems and reallocating academic resources.

Recommendation Il —4: The Board of Regents should prioritize and
conduct a review of revenue enhancement opportunities and establish a
revenue growth schedule for each university.

Recommendation Il -5: The Board of Regents should conduct an
evaluation of its health benefit plans for faculty and professional and
scientific employees to learn of actions taken to manage costs and to
determine appropriate action to control future cost increases.

Recommendation Il -6: The Board of Regents, working with
institutional officials, should conduct a review of the purchasing policies
and practices with the objective of reducing both the operational costs of
purchasing activities and the prices paid for goods and services.

Recommendation Il -7: The Board of Regents should review the
processes and the results of the reallocation policy over the past five
years.

Recommendation Il -8: The lowa School for the Deaf should conduct a
business process analysis of the individual education plans (IEP)
process to identify opportunities for increased efficiency through the use
of technology and changes to the process.

Recommendation 1l -9: The Board of Regents should review the role
and composition of the special schools Advisory Boards and update as
necessary. Consideration should be given to inclusion of
representatives of parents, special school staff, students, K-12
educators, and the Department of Education.

Recommendation Il -10: The Board of Regents should, after further
study, propose modifications to state statutes and other policies to
achieve efficiencies.

Recommendation Il -1: The Board of Regents should examine criteria
and models for assessing the total facility space needs and the level of
classroom and laboratory utilization and for guiding the design of new
and renovated buildings. This objective system should then be used as
a guideline to assess the facility needs and utilization of each campus.

Recommendation lll -2: The Board of Regents should review the
process used to determine deferred maintenance needs of the
institutions and assess the full needs of the institutions in deferred
maintenance funds.
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Recommendation Il -3: The Board of Regents should review its
governance reporting requirements with the objective of streamlining the
reporting requirements while maintaining an adequate accounting
system. '

Recommendation Ill —4: The Board of Regents, working with university
officials, should continue to monitor the athletic programs at each of the
universities. '

Recommendation lll -5: Each university should prioritize and continue
to undertake, when appropriate, re-engineering studies of institutional
administrative and support services with the objective of reducing
operating costs by eliminating unnecessary and duplicative work tasks,
eliminating bottlenecks, and improving automated systems, where cost
effective, and report actions taken to the Board of Regents.

Recommendation IlI-6: Each of the Regent universities should conduct
a critical review of both current enterprise funds and potential new
enterprise funds. The evaluation of current funds should include: (1) a
determination of whether to keep the fund, (2) a phased elimination of
direct funding, (3) the introduction of competition from private
businesses, and (4) a determination of whether savings could be
achieved by outsourcing the operation. The evaluation of potential
enterprise funds should include the identification and assessment of
other opportunities to establish such funds.

Recommendation llI-7: The lowa Braille and Sight Saving School
should conduct an in-depth review of the administrative procedures and
the roles and responsibilities of administrative and support staff to
determine where effectiveness and efficiencies can be gained.




gouefxurew]jeseydppnebioseesny

sisljepdads saynuapl eo10 pieog,

N~
M W. 3 /N V/N d V/N | v §SS4l Ie sainpeooid eagensiuiwpe meney  S-iij
o8 VIN V/N 1 1 ki 0 v spund esiidisiug mainey -1l
V/N V/N 1 1 1 0 v SOI)ISIBAIUN Je SBSSe0ld AlRISIUILpPY Jseuibus-ay  g-H|
d d cl A (4] (48] 44 ¢ Med - SpasN aoueusiUlBl pauejaq sujuueleq  g-iil
T d T T T T T T T 9 T 10 |7 T\ [T 77 tired - spoeN eourtsluE pelisjeq suiLeled  Z-il
V/N V/N d d d A1 v eBUBJUD UOHEZIIAN PUB SPeBN ANleS ysiqels3  1-1n)
suoiepuswwosay |j| aseud
VIN V/N d-98d d-98d d-95d T-9Sd V-9S8d sweiboid oy JoHuon NT___
d d d d d d | suodeH 9ouBUIBACD) JO MBIASY Jeyund Jonpuod  Li-Hj
A4 S 4 \ 2 v A4 0 3 sajniels Aloje|nbay oelS 0) SUOHEOIPOW X28S  OL-Ii
d d V/N V/N Y/N T v spieog AlosiApy Jo uoRisodwion pue ajoy maney  6-1}
V/N 7 V/N V/N V/N d v uE|d uoneonp3 _Sm_%:_ Joj sseooid S| sullweans  g-|i]
d d d d d Vv h| $S20014 uoyeoolieay eaocudwi /-||
d d d d d I A"/ saofoeld pue sapijod Buiseyoing mamay  g-j|
d d d d d 1 Y aoueinsyj yjiea asAojdwg yuabay Jo malney Jonpuod G-
Y/N /N T I 7 o) L'/ mw___::tomao JuswiaoueyuU] anuaAsY Maney  b-Ii
VIN V/N cl c1 A 48] [44 2 Wed - Manlleq weiboid feuolonisul sulwesns  g-|
CCWNT | YN [T T T T T T d 10 | 11 |7 7T rued- kisaeq weiboid feuononisu) suweens -l
d d d d d | v spioysaiy} feaciddy Hog memey  z-if
d d d d d I v sBunesyy Jusbay jo JequinN sonpay  L-If
suoljepuauwiiiioday || aseyd
SSSsdi asi INN NSt INs 20110 19N Alewiwing @ Jaquinp UONEPUSWILLIOIaY
pJeog
ojqeoyddy 10N = V/N
papaaN Se ISissyY = v
SLININNDISSY M3IIATH TVNOILVYZINYODHO ajeuIpIo0) = )
VMOI 40 31V1S ‘SINID3YH 40 advod ejedioued = 4
I 31avlL

SNOILVANIWIWOI3H Il NV Il 3SVYHd

pesq =1




Analysis:

Assignment
Schedule

h.execdir/docket/jangd27

G.D. 27
Page 5

The Board Office is recommending approval of the seventeen studies
and a schedule with specific assignments. These assignments and the
schedule are shown in Table 1. The schedule with Table 1 varies only
slightly from that proposed by MGT in that two Phase Il studies (l1I-3 and
I1-4) have been moved to Phase Il and re-numbered as il-11 and 1I-12.
This means that these two studies will be included in Phase Ii to begin
immediately upon Board approval.

The assignment codes are shown in the upper left corner and identify the
lead organization (L), the participants in the study (P), the coordinating
organization (C), and the assisting organization (A).

The Phase |l studies will begin immediately upon Board approval. All
Phase Il studies are expected to be completed within a year, and many
will be completed in six months or less. The Phase |l studies will be
phased in as time and resources permit and as the Phase |l studies are
completed.

Approved:




“‘

Phase | -
A Comprehensive Organizational Review of
The Board of Regents, State of lowa

Submitted to:
Board of Regents, State of lowa

11260 Aurora Avenue
Urbandale, lowa 50322

Submitted by:
MGT of America, Inc.

2123 Centre Pointe Boulevard
Tallahassee, Florida 32308

January 7, 2002
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EXECUTIVE SUMMARY

The Board of Regents takes seriously its responsibility to be good stewards of
lowa’s three state universities and two special schools. In fulfilling this responsibility, the
Board has initiated a number of efforts over the years aimed at ensuring that operations
of the institutions under its trust continue to be effective and efficient.

In June 2001, the Board of Regents engaged MGT of America, Inc., to conduct
Phase | of an organizational review of the five institutions, the Board, and the Board’s
central office. This initial diagnostic review was conducted to assess the overall structure
and efficiency of each institution as well as the system as a whole. The review considered
issues such as: academic and related support programs, outreach programs, student
services, general administration, facilities management, and potential revenue. The Board
believes the current review will be valuable in making further improvements, and can be
expected to help in the continued development of the strategic plans that are necessary to
carry out the mission of each institution and the Board.

Overall, MGT determined that the citizens of lowa should be proud of the quality of
their Regent institutions. MGT found each of them to be efficient compared with those in
other states reviewed in the past. However, external conditions are causing major budget
shortfalls this year and have created a climate in which even greater performance will be
required. In light of this, MGT'’s approach was to examine every facet of operations to
determine opportunities for even higher levels of efficiency or revenue enhancement.
Therefore, a number of recommendations for further study were developed relating to:

Institutional Operations

instructional, research, and public service delivery systems;
revenue enhancement opportunities and revenue growth schedules;
cost of health benefit plans; :
purchasing policies and practices;

role and composition of special school advisory boards;
administrative and support services; and

current and potential new enterprise funds.

Board of Regents

approval thresholds for purchasing, contracting, and personnel;
current meeting schedules and agenda;

internal reallocation policy;

facilities needs and utilization;,

deferred maintenance;

governance reporting requirements; and

athletic programs at the universities.

Through the increased credibility that can be expected to result from the current
organizational review, Regent institutions should continue to earn the confidence of
lowans and be better positioned to request that the General Assembly and the Governor
provide the level of support needed as the institutions strive for even greater excellence.

MGT of America, Inc. Page i
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1.0 INTRODUCTION

The following report presents the preliminary findings and recommendations of
MGT of America, Inc., from Phase | of its organizational review of the institutions under
the control of the Board of Regents, State of lowa. The first chapter of the report
provides information on project background, scope, and methodology.

1.1. Project Background

The Board of Regents takes seriously its responsibility to be good stewards of
lowa’s three state universities and two special schools. In fulfilling this responsibility, the
Board has initiated a number of efforts over the years aimed at ensuring that operations
of the institutions under its trust continue to be effective and efficient. The current
organizational review is perhaps best understood within the broader framework of the
Board’s periodic investigations into institutional and Board operations.

In mid-1987, the Board of Regents issued a Request for Proposals seeking a
consultant to conduct a management audit of its institutions and operations. The Regents'
RFP was issued shortly after most other agencies of state government had been the
subject of a similar review. The RFP stipulated that the Regents' audit was to be
performed in two phases:

m  an initial phase in late 1987 where priority needs were to be identified;
and

= a more detailed follow-up phase where more thorough audits would
be conducted.

The second phase lasted throughout 1988 and into early 1989 and resulted in the
preparation of over 33 separate studies.

Recommendations for change from the management audit ranged from broad
policy-level concems to highly specific proposals for technical improvements in discreet
operations. Approximately 425 recommendations were offered conceming ‘the three
universities, dealing with strategic planning, organization and staffing, academic program
review, faculty workload, and performance evaluaton. Over 100 additional
recommendations were offered for improvements in the functioning of the two special
schools, the Board itself, and the central office.

in 1995, the Board undertook a review of the implementation status of the
recommendations that were adopted after the 1987-1989 organizational audit. Several
years later, the Board sponsored a further review of its own functioning and that of its
central office. These efforts signaled that the Board remained committed to a program of
ongoing organizational improvements.

In June 2001, the Board of Regents determined that it was again time to engage a -

consultant to conduct an organizational review of the five institutions, the Board itself, and
the Board’s central office. The new review was to be conducted to determine how well

MGT of America, Inc. Page 1-1
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structured and efficient each institution is, as well as the institutions and the Board as a
system.

Two additional factors contributed to the timing of the new organizational review.
First, Govemor Vilsack had recently engaged other state govemment agencies in a
“government redesign” effort aimed at creating more focused and efficient state services
for the citizens of lowa. Although the Regent institutions had some level of involvement in
the Govemnor’s initiative, the Board feit a more in-depth analysis of the functioning of the
universities and schools was in order. Second, the Regent institutions entered fiscal year
- 2002 with reduced state appropriations. The Board believed that this 6 percent reduction
in state support at the beginning of FY 2002 would require its institutions to find ways to
operate more efficiently and to identify opportunities for increasing revenue from other
sources. Once the organizational review was under way, the Board of Regents leamed of
further cuts in the state’s FY 2002 appropriations, placing even greater urgency on the
review to find ways to operate more efficiently and increase altemative sources of
revenue.

The Board stated its belief in the RFP that the institutions are well managed,
especially given the recent efforts to implement recommendations from previous
organizational audits. Nonetheless, the Board believes the current review will be valuable
in making further improvements, and can be expected to help in the continued
development of the strategic plans that are necessary to carry out the mission of each
institution and the Board.

The Board has been a leader in state government in lowa in developing efficient
and effective management and oversight processes in goveming its institutions. Several
of these processes include major efforts in strategic planning, as well as the development
and use of performance measures, program evaluations, and budget planning. Through-
the increased credibility that can be expected to result from the current organizational

review, Regent institutions should have a renewed spirit of confidence from lowans and be
~ better positioned to request that the General Assembly and the Govemor provide the level
of support needed as the institutions strive for even greater excellence.

1.2 Scope of Engagement

The Board of Regents intends for the current organizational review to be a
comprehensive assessment of the programs, services, and administrative operations of
the three state universities (excluding the University of lowa Hospitals and Clinics), the
two special schools, and the Board central office. As such, the review considers such
issues as: '

m Academic programs. Do current and planned programs support
the mission of the institution? Are appropriate measures in place to
ensure that academic offerings operate within reasonable levels of
efficiency?

m  Outreach programs. Do current and planned programs support the
mission of the institution and address the needs of the state? How
can the Regent institutions be a more effective partner in supporting
economic development in the state?

MGT of America, Inc. Page 1-2
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m Academic support programs. Do the libraries and computer
centers meet the needs of students, faculty, and staff? Is
vappropriate use being made of technology?

m Student services. Do current and potential students have access
to the types of support systems needed to achieve their academic
and personal development goals?

m  General administration. |s the size of the administrative staff
reasonable to support the mission of the institution? Are
opportunities to outsource support functions being considered?

m  Facilities management. Are classrooms and labs being utilized
efficiently? Are deferred maintenance needs being addressed on a
timely basis? Do new facilities being planned respond to priority
needs?

m Potential revenue. Are all potential sources of revenue being
appropriately pursued?

The institutions, of course, do not operate in a vacuum. Accordingly, the scope of
the organizational review included an analysis of state-level and Board regulations and
their impact on campus operations. In particular, MGT examined whether changes in
the current regulatory environment would allow the institutions to operate more efficiently
without loss of appropriate oversight by state officials and the Regents.

Several aspects of university operations were excluded from the scope of the
organizational review. An example of such an exclusion is the University of lowa
Hospitals and Clinics. Also, issues related to the quality of specific academic programs
were outside the scope of the review.

1.3 Methodology

in Phase | of this project, the Board is seeking assistance in structuring the scope of
work to be undertaken in Phases Il and Ill of the organizational review. The consultant
interviewed key individuals at the five Regent institutions, the Board, and the Board Office,
and recommended a list of specific projects to be undertaken in Phase Il (generally short-
term studies that can be completed in the foliowing six months) and Phase 11l (longer-term
studies). Phase | (this RFP) was conducted between July and December 2001.

MGT’s methodology and work plan included:

m an initial review, necessary revisions, and approval of a final Phase |
work plan by the Board of Regents Organizational Review Steering
Committee;

m a close working relationship with the Regents’ project officer to

ensure that the project met the expectations of the Regents and
institutions;

MGT of America, Inc. Page 1-3
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m the collection and review of relevant institutional data, reports,
policies, procedures, financial reports, and the like;

s review of relevant state rules, regulations, and reporting
requirements; ’

= development of comparisons with selected peer institutions;

= site visits to each institution by a team of experienced professionals
with a full understanding of the programs and operations of each
institution;

m the inclusion of specialists in both medicine and agriculture on the
appropriate site visit teams; and

m the identification of both strengths and opportunities for improvement
as a part of the Phase | report.

We want to emphasize that this Phase | review is a diagnostic review
designed only to identify, for additional study and review, institutional programs
and operations which appear to offer opportunities for improvements in efficiency
and/or effectiveness. Because this is a diagnostic review only, the findings in this
report do not, in most cases, contain the level of detail necessary to make any
major conclusions about institutional, program, or operational efficiency and
effectiveness other than that an area should or should not be more closely
examined. Any attempt to derive more detailed conclusions should be avoided.

1.4 Acknowledgements

The MGT project team dedicated numerous hours and expended considerable
effort to conduct Phase | of the organizational review according to the specifications of
the RFP. In addition, we wish to acknowledge the important role that others have played
in shaping the report:

s the Board of Regents Organizational Review Steering Committee,
which was always available to provide guidance on the scope of the
engagement and reacton to preliminary findings and
recommendations; ~

s the staff of the Board central office, who provided extensive
background information and insight into the rationale behind current
procedures;

s the presidents, superintendents, and designated contact persons at

each institution, who facilitated our on-site visits and compilation of
background information;

MGT of America, Inc. Page 1-4
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m  numerous students, faculty, and staff at each institution, who
participated in individual and group interviews conceming the
strengths and weaknesses of campus operations; and

m  Govemor Vilsack and other state leaders who were interviewed
about their perceptions of current operations and the potential role
that the Regent institutions could play in the further development of
the state.

While acknowledging the significant contributions of others, MGT in no way disclaims its
responsibility for the findings and recommendations that follow in the remainder of this
report.

MGT of America, Inc. Page 1-5
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2.0 FINDINGS

This chapter presents the findings from our interviews with the Regents and
selected state officials, our site visits to each Regent institution and our analysis of
available data and information. Because of the short time frame for this Phase | review,
we were not always able to obtain supporting data for our observations and findings.
However, all findings and observations have been agreed to by our project team
members, all of whom have had significant university management experience.

2.1 Accomplishments and Commendations

While our review necessarily focused on the identification of potential
improvements to efficiency at each of the Regent institutions, we also identified and want
to highlight a number of significant accomplishments or commendations for each
university and school as well as the Board and its staff. We believe that the citizens of
lowa should be proud of the quality of their public universities. Specific commendations
are described below.

Board of Regents

m  The strategic planning process and the performance indicators that
have been put in place by the Board of Regents and their staff
exceeds the efforts of most other Boards in the nation. This
planning and evaluation process has had a major positive impact on
the planning and operations of the Regent institutions.

m  The review process that is in place for existing university academic
programs represents a reasonable balance between Board oversight
and program management.

m  The commitment of the Board of Regents over the years to effective
and efficient operations has paid large dividends. Many of the
inefficiencies that other institutions experience, such as excessive
program duplication and excessive bureaucratic processes, have
already been corrected.

m  The institutions govefnéd by the Board were recognized as being in
the top 10 percent nationally of all universities in information
technology.

m  The staff of the Board of Regents central 6ffice is one of the smaliest
such units in the nation. Nonetheless, the staff provide an
impressive array of services in meeting the needs of the Board.

University of lowa

m  The University of lowa leadership is committed to an intentional and
ongoing process of institutional planning, evaluation, and
improvement. The strategic plan for 2000-2005 outlined the

MGT of America, Inc. : Page 2-1
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Findings

institutional mission, aspiration, core values, and goals for the future.
Additionally, 24 indicators were selected to measure and evaluate
implementation of the strategic plan.

The University of lowa has successfully implemented a four-year
graduation plan for students who opt to participate in the program.
Since the program was started six years ago, participation in the
program has increased from approximately 50 percent to 75 percent.

In FY 1999, the University of lowa ranked 21% in federally financed
research and development (R&D) expenditures at public universities
and 21* in industry-sponsored R&D expenditures at all universities.
Also in FY 1999, the University of lowa ranked 15™ among public
universities and 34"™ among all universities in federal funding for
science and engineering R&D. The University of lowa hosts five
graduate programs ranked 1% in the nation and 42 programs ranked
in the top 25 nationally.

In FY 2000, the University of lowa ranked 27" in National Institutes
of Health (NIH) funding among all universities, 9" among public
universities, and 2" among Big Ten universities.

lowa State University

Since 1996, lowa State University has ranked among the top seven
public universities in the nation in the number of freshman National
Merit Scholars. The 2000 class of 113 scholars ranked 7™ among
public universities and 19" among all universities.

n FY 1999, lowa State University ranked 1% in the USDA National
Research Initiative Competitive Grants Program, with an award of 31
grants for a total of $5 million. In FY 1998, lowa State University
ranked 1% in license and option agreements executed on
technologies by the Association of University Technology Managers,
Inc.

lowa State University has effectively used technology to provide
access to information and university services for faculty, students,
and other constituents. Staff members are able to conduct business
electronically using departmental credit cards and many of the
student services (i.e., registration and fee payment) are available
online.  Additionally, ISU has put its Fact Book, a source of
comprehensive and detailed data related to university performance
and operations, on the Website. In recognition for these and other
accomplishments, 1SU was ranked 20™ among the “most wired”
universities by Yahoo Internet Life magazine in 2000.

lowa State University has been aggressively renovating and
constructing new residence halils for students to create additional on-
campus capacity as well as to modernize the facilities for the needs
and preferences of today’s students. Additionally, a number of

MGT of America, Inc.:
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learning communities have been developed within the residence
halls to promote academic excellence.

University of Northern lowa

UNI provides a positive learning environment for students, including
classes that are generally taught by Ph.D. level faculty in small to
moderate sized classes. Faculty and administrators are accessible
to students and consistently provide students with opportunities to
share input regarding campus issues and decisions.

UNI has a reputation for strong academic programs, particularly in
education and accounting. The university has ranked 2" among top
public midwestern master's universities by U.S. News and World
Report magazine for the past five years.

The University of Northern lowa has an attractive and well-
maintained campus. The new Performing Arts Center is a cultural
asset to the community as well as the university, and the recent
renovation of the dining hall has been well received by UNI students
and employees. Additionally, a leading trade association magazine,
Athletic Business, selected the UNI Wellness and Recreation Center
as one of the 10 winners in its Facility of Merit award competition.

UNI won honorable mention (second place nationally) for the
prestigious Educause Award, a competition that includes universities
at all levels and recognizes high quality and progressive technology
strategies. The Program of Study process is one example of UNI’s
innovation,; it provides students with access to degree audits and
enables them to run “what if” scenarios on potential changes in
major. Upon receipt of the Educause Award, UNI was featured on
the cover of the Educause magazine.

lowa School for the Deaf

The lowa School for the Deaf is commended for the employment
rate of graduates, which is higher than the national average for deaf
persons.

The lowa School for the Deaf has taken the initiative to develop
cooperative agreements with local school districts and schools. As a
part of this arrangement, ISD students take some classes in the
community and some community school students take classes at
ISD.

lowa Braille and Sight Saving School

The lowa Braille and Sight Saving School is commended for the
employment rate of graduates, which is higher than the national
average for visually impaired persons.

MGT of America, Inc.
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m The lowa Braille and Sight Saving School has streamlined the
Individual Education Plan (IEP) process. The IEP is available on the
network for appropriate staff to review and provide input.

Overall Efficiency

We found each of the institutions to be relatively efficient compared to institutions

in other states we have reviewed in the past. Despite the overall strong internal

“management of the institutions, however, external conditions are creating major budget

shortfalls this year and projected for future years. In light of this, our approach has been

to examine every facet of operations to determine where even higher levels of efficiency

can be achieved or where budget reductions can be attained without considerable harm
to the institution.

2.2 State Government Rules, Statutes, Reporting, and Processes

Without exception, the Regent institutions identified the adherence to state
statutes as expensive, time consuming activities that require considerable reporting
effort. We need to quickly emphasize, however, that none of the institutional officials
expressed any desire to avoid their accountability to the state and its governing officials.
The concerns centered around the lack of efficiency of many current processes and
requirements and a strong belief that significant improvement can be made.

Following are the specific concerns expressed by institutional officials and staff
regarding state government statutes, rules, reporting, and process requirements.

m Concern was expressed that state labor negotiators sometimes
negotiate agreements which are unnecessarily expensive and not in
the best interest of, or particularly applicable for, the Regent
institutions.

m  The state auditor may conduct any audit of institutional operations
and the institution must pay whatever amount the auditor charges.
Institutional officials are not objecting to the audits but believe that
charges are significantly higher than what private audit firms would
charge for the same audits. Community colleges and municipalities
are authorized to bid these audits.

m Current state statutes require that any unspent and unencumbered
state funds at the end of each fiscal year revert to the state treasury.
As a result, institutional managers, make a concerted effort to spend
the remaining funds, near the end of each fiscal year, usually on
equipment. This end of the year exercise sometimes results in
managers using the funds for lower priority needs. Some states
allow institutions to carry forward a limited amount of
unspent/unencumbered funds, thereby eliminating the end of the
year inefficiencies. »

m State statutes require competitive bids on all construction contracts
over $25,000. Competitive bids and the detailed plans and
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specifications are time consuming and expensive to administer.
Significant staff time and expenses could be saved if the competitive
bid level were raised to a higher level. The $25,000 limitation
provides for only the smallest projects.

Design—build and construction management are two delivery
techniques that are widely accepted and utilized throughout higher
education institutions across the nation. Regent institutions do not
have statutory authorization to utilize design-build processes in order
to deliver projects more quickly and with the best available
contractor in a cost effective manner.

For Regent institutions, equipment capitalization is established at
$2,000. The current federal government capitalization level is set at
$5,000. Equipment that is capitalized is listed as inventory and
considered permanent for indirect cost calculations. The increased
cost of equipment over time should be recognized at a more
reasonable market rate.

Statutes regarding settlement claims on liability and property losses
do not provide adequate clarification for a more definitive settlement
process. Regent universities have limited authority to manage the
claims process. In many cases, it is unclear where agency
responsibility falls.

2.3 Regent Rules, Requlations, Reports and Process Requirements

University officials also identified some of the administrative requirements of the
Board of Regents as being excessively time consuming and expensive. Again, they
quickly emphasized that they are not objecting to being held accountable to the Board of
Regents, but rather identifying some possible ways of reducing opportunity costs while
still being fully accountable.

They identified the foIIowing Board administrative processes as being worthy of

review.

The Board’s meeting schedule requires that a considerable amount
of University staff time be dedicated to preparing for upcoming Board
meetings. Less frequent meetings (e.g., once every six weeks)
would greatly reduce the staff time and travel costs of their meetings.

While significant progress was made several years ago in reducing
the costs of governance reports, institutional officials believe that
these reports are still too numerous and costly to produce. They
would like to see another effort to streamline reporting requirements.

The current agendas and time schedule of Board meetings require
the attendance of large numbers of institutional staff and Board staff
for most of the meetings.

MGT of America, Inc.
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m Institutional officials also believe that some action items could be
delegated to the universities, including:

- personnel appointments for lower level administrators;

- revisions to the professional and scientific classification plans;

- payment of bonus and salary incentives;

- departmental organization changes;

- new building site plans;

- residence hall budgets and rates;

- investment management;

- internal audit follow-up;

- leases, agreements and easements;

- considerable detail on the Register of Capital Improvement
Business Transactions; and

- contract approvals for lower dollar amounts.

Although many of these items are on the consent agenda, they still require
significant amounts of preparation time and costs.

m  The Advisory Boards of the Special Schools do not include parents
or staff representatives. As defined in the Board of Regents
Procedural Guide, the Regent Advisory Committee for the IBSSS
consists of (1) an administrator from each Regent university, (2)
another member of each Regent university, probably a subject
expert in the area of concern to the special school, (3) a Board
Office representative, (4) the superintendent, (5) subject area
consultant, and (6) a hearing or visually impaired person from the
community.

m  University officials would like to see another comprehensive review
of the Regents’ administrative, governance and reporting
requirements and processes with the objective being to reduce costs
and increase institutional response time while maintaining full
institutional accountability to the Board.

2.4 Costs of Academic Program Delivery

The costs of delivering educational services to students are influenced by a host of
policy, organizational structure, staffing pattern, credit hour requirement, transfer policy
and other factors. None of the Regent universities (and very few other universities in the
U.S.) have undertaken a comprehensive review of their instructional costs with the
objective of streamlining operations and reducing costs.

Based on our campus site visits, there appear to be several opportunities for
reducing academic costs, including:

m  Reducing administrative costs associated with small departments,
institutes, centers, and colleges which have potential for
consolidation. Small units often generate excessive supervisory and
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administrative overhead costs. All three universities have some
small administrative units.

» |ncreasing faculty productivity, where appropriate, by reducing
administrative, committee, and other non-academic assignments for
facuity and establishing and enforcing instructional workload
expectations.

» Eliminating and/or consolidating small enroliment programs where
appropriate. Small numbers of graduates from a program do not
necessarily mean inefficient programs, but do indicate a need for
more detailed analysis in view of major budget reductions facing the
institutions.

= Reducing the numbers of low-enroliment duplicated courses within
- the university (i.e., different courses in different departments with the
same content).

= Continuing efforts to minimize the numbers of credit hours “lost” by
community college transfer students.

m  More effectively controlling the total number of credit hours taken to
graduate.

m  Utilizing more efficient remedial instruction strategies.

» Increasing student enroliments in the spring and summer terms.
Lower enroliments means lost revenues and increased per unit costs
for support programs (e.g., library).

m Eliminating programs and services that are not part of the core
mission of the institution. Concern was expressed that research
centers and service bureaus exist at each university in areas that are
not central to the institution’s mission.

m  Evaluating staffing patterns in relation to service needs at the lowa
Braille and Sight Saving School.

The Regent universities have implemented processes for establishing faculty
workload “agreements” between individual faculty and the university at the beginning of
each year. Based on a sample of these agreements, we found the agreements to be a
major improvement in managing faculty productivity, in that the percent of each faculty
member’'s time to be spent on instruction, research, public service, and other
assignments is specified. However, beyond the percentage of time assignments, the
level of specificity in these agreements varies significantly from department to
department and, in many cases, does not include specific workload expectations in
terms of:

m specific courses to be taught;

m  numbers of students to be taught;
m research plans (for unfunded research);
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m public service assignments;
m other assignments, such as:

-' new courses to be developed

- existing courses to be adapted to distance learning or use of
technology

- new curriculum to be developed

- committee assignments

- administrative assignments

- student service assignments.

2.5 Revenue Generation

The recent state budget reductions, along with Governor Vilsack’s September 20
caution that state revenues may be even less in FY 2003, places major emphasis on
revenue generation by lowa’s universities. The current state revenue reductions for the
universities for FY 2002 is $47 million out of a total initial appropriation of $681.2 million.
Additional mid-year reductions in state appropriations have already been authorized.

A shown in Exhibit 2-1, state appropriations account for about 22 percent to 43
percent of the total education and general revenue across the Regent universities. With
the exception of sales and service revenue at the University of lowa Hospitals and
Clinics, the state appropriations combined with tuition and fee revenues account for the
vast majority of discretionary funds available for instructional programs. Other revenues
are primarily for specific activities other than instruction. Thus, the reductions in state
appropriations are particularly threatening to the universities’ primary teaching missions.

In view of the current and anticipated future reductions in state appropriations, the
Regent institutions must explore alternative sources of revenues. In our campus visits, it
became apparent to our review team that while all three universities have been
successful in generating non-state appropriated revenues, further opportunities still exist
to generate additional revenues. Those opportunities include:

» Raising student tuition and/or fees;
= Providing for differential tuition in high demand programs;

m  Developing public-private partnerships (where appropriate under
state statutes);

m |mproved marketing of contracts and grants;

m Improved marketing of institutional patents, copyrights and other
proprietary products and services;

m  Marketing access to students, facuity, and staff for affinity programs;

m Additional marketing and pricing of uhiversity athletic programs (to
generate more athletic revenues and minimize the use of general
funds for athletic programs);

m  Marketing access to university resources;
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m  More effectively and aggressively marketing university resources in
the summer months (e.g., camps, conventions, and conferences);

m Establishing user fees for university services;
= Increasing summer enroliments; and

= Improvements, where possible, in cash flow management so as to
generate more interest revenues.

In our interviews, some university faculty and administrators expressed concerns
about “too much” emphasis possibly being placed on revenue generation based on a
fear that the academic culture of the universities would become “commercialized”.
Further, we recognize that state statutes prohibit competition with private businesses;
nonetheless, other universities have been able to generate significant amounts of non-
state appropriated revenues, in a manner consistent with state laws and university
mission, without damaging their academic environment.

In view of the loss of state appropriated revenues, each of the Regent universities

needs to fully assess their revenue generation opportunities and develop a revenue
enhancement plan with specific goals and time schedules.

2.6 Use of Technology

The use of technology both for instructional and administrative purposes differs
significantly among the Regent institutions, as it should. The universities have made
considerable progress in making technology accessible in classrooms and to students
outside of the classroom. Similarly, progress has been made in the use of technology in
university administrative processes. The following administrative systems are now
automated:

student registration

student records

financial records

purchasing

human resources

payroll

accounts payable

student financial aid

physical piant work order system.

The Universities have made significant progress in automating both transactional
record-keeping and administrative functions over the past five years. Some problems
continue to exist, however, in transferring information from one system to another, and
are being addressed as resources are available.
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2.7 Administrative Systems

The observations of our review team were that all of the administrative and
support systems at all five of the Regent institutions are effectively getting the job done.
We found no major concerns among students, faculty, staff, or administrators that
particular administrative or support systems were not working or even that major delays
were occurring. However, continued development and enhancement of the system is
ongoing, expensive, and time consuming. Questions were raised about the efficiency of
the administrative and support systems with some administrators suggesting that a re-
engineering of an administrative process, combined with greater use of technology,
could further reduce the operating costs of the institutions’ administrative and support
systems.

We did hear concerns about both the quality and costs of services and time delays
relating to the Physical Plant projects. The law requiring plans and specifications for
projects over $25,000 to be bid and a general diminishing level of project funds
undoubtedly have a major impact on these components. University internal approval
processes for capital projects also contribute to delays and costs.

The administrative process for developing the Individual Education Plan (IEP) at
the lowa School for the Deaf is time consuming and does not fully utilize technology in a
way that could potentially streamline the overall effort. An IEP is required, by state and
federal law, for each student at ISD. The IEP is the document that records the decisions
reached in the IEP meeting and sets forth in writing a commitment of resources
necessary to enable an individual to receive needed special education and related
services appropriate to the individual's special learning needs. At ISD, the counselors
coordinate the IEP meetings, which include the parent, a general education teacher, a
special education teacher, a representative for the Area Education Agency and a
representative from the Local Education Agency. The counselors spend an extensive
amount of time trying to make the initial contact with the various members of the IEP
team and trying to set up the first meeting. Other institutions have streamlined this
process through greater use of technology.

2.8 Outsourcing

Outsourcing opportunities often offer institutions a way to reduce costs by
contracting with vendors who, because they specialize in particular services, can provide
those services at a lower cost. For example, a firm that specializes in food service will
have more industry knowledge to enable them to purchase equipment, supplies, and
food at lower costs than the university. in some cases, the firm also is more skilled at
organizing, staffing, and managing operations. Additionally the firm may have lower
labor costs, so that total costs can often be well below those of a university that operates
its own services.

Outsourcing may also provide an opportunity for the university to generate
additional income. For example, outsourcing book store operations may provide a
vendor access to the student and facuity market for a wider range of products. In such
cases, vendors are often willing to pay extra for that market access. Front end contract
contributions for facility enhancement is common in these contractual relationships.
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The Regent universities are already outsourcing a wide range of programs and
services. Based on our interviews with university officials and managers, we believe
further opportunities exist at each of the Regent universities to reduce costs and, in
some cases, to increase revenues by outsourcing additional programs and services.

2.9 Purchasing

The Regent institutions have introduced greater purchasing efficiencies while
ensuring and maintaining a consistently high level of quality. The institutions all follow
Regent’s Guidelines on bid levels. Purchasing cards are used for small purchases
under the bid level as a way to expedite acquisitions and provide departments with
needed flexibility.

The universities have a long tradition of cooperation with others when cost effective
opportunities exist.  The universities have already begun the establishment of
functioning university systems with shared databases and electronic access.
E-procurement, which will enhance efficiencies significantly, will soon be available on the
campuses. In addition:

» Al five institutions buy off of the state contract when it is to their
advantage to do so.

= The institutions have group contracts and periodically pool their
purchases to get volume discounts.

m  The universities have, for many years, participated in a number of
national cooperative purchasing consortia such as:

- The Educational and Institutional Cooperative — a not-for-profit
purchasing cooperative consisting of over 2,000 tax-exempt
colleges, universities, preparatory schools, hospitals, medical
research institutions, and hospital purchasing organizations in
the United States;

- The University of lowa and lowa State University participate in a
purchasing group with other Big 10 universities; and

- The University of lowa participates in the Committee on
Institutional Cooperation Purchasing Consortium and the
University Health System Consortium which comprises of most
of the major teaching hospitals in the United States.

In addition to these efforts, the review team recommends that the institutions
continue to explore possibilities for enhancing purchasing efficiencies and cost savings.

'2.10 Facility Planning, Construction, Maintenance, and Utilization

Through the course of our site visits we learned that:

m Facility construction and renovation projects are based upon
carefully designed and approved campus master plans. However,
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neither the Regents nor the universities use facility planning and
utilization guidelines in establishing the master plan or in determining
when a university needs a new building or needs to remodel existing
buildings. The evaluation processes currently in place represent
sound management, but could be further improved by the use of
needs assessment guidelines.

m  Officials at all of the Regent institutions voiced concern about the
considerable backlog of deferred maintenance. Our review indicates
that the deferred maintenance needs of the institutions are valid, but
they do not fully report all deferred maintenance. For this reason,
neither the University nor the Board of Regents have a complete
baseline of needs from which to determine whether progress is
being made in eliminating such needs. The institutions do not use
common methods to measure the level of deferred maintenance on
each campus. Although the lack of common method does not, in any
way, invalidate the reported needs at each campus, it may mean
that the data are not comparable when used to allot limited funds
among the institutions.

m  Our sample analysis of facilities at the Regent institutions indicated
that all of the institutions can improve the utilization of existing
space.

m  The Regent universities do not fully utilize their resources, including
facilities, in the spring and summer terms. Summer enrollments are
significantly less than fall and spring enrollments at all three
universities. Smaller enroliments mean fewer classes, smaller class
sizes, lower faculty productivity, more vacant classrooms and lower
occupancy when the classrooms are used. To minimize the impact
of lower summer enrollments, the universities host a variety of
activities (e.g., sports camps) which bring revenue to the residence
hall program.

m  During our interviews, university program managers at all three
universities raised questions about the efficiency of the physical
plant operations at their institutions.

m  Approximately one-third of facility space on the IBSSS campus is
underutilized. IBSSS has over 197,000 square feet of facility space
on its campus in Vinton, lowa. At the time of our visit, IBSSS was
leasing space to the Vinton-Shellsburg CSD administrative offices
and PDC classroom, the Department of Health, and a day care
center (the day care center moved to a location off campus on
October 15, 2001). Also, the residential hall, Rice Hall, is currently
under renovation and Palmer Hall has been made into the residential
hall. This renovation is expected to be completed in the Spring of
2002. It is estimated that once this renovation project is complete,
approximately one-third of the space will be underutilized.
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2.11 Athletics

The intercollegiate athletics programs at the three Regent universities present
both complex and perplexing issues for both the universities and the Regents.

National competition. has driven the compensation for certain
coaches far beyond the compensation of most university faculty,
staff and administrators.

The need for increased revenue to pay the higher salaries has
caused many universities to highly commercialize their popular
sports such as football and basketball. Large capital investments
have been made in full service sky boxes with preferential parking,
seating, and other amenities for individual and corporate sponsors.
Extensive advertising in stadiums and coliseums as well as sporting
goods stores and in programs have been sought to produce more
revenues. In short, intercollegiate sports at many universities have
become highly commercialized with significant perquisites provided
to booster supporters.

Title IX has required the increase of athletic programs for women’s
sports. These expansions have diverted funds away from the higher
profile sports and required, in many cases, the use of general fund
dollars to help support the overall athletic program.

Athletic programs and their revenues are, at the same time, major
financial contributors to their universities in the form of:

- tuition and fees for athletic scholarships
- financial support for school bands

- lease/debt payments on coliseums

- food service

- summer school

- tutoring

- student employment

- academic training program

- housing/rent/utilities.

Athletics also serve as a vehicle for many lowa citizens, alumni and
potential students to identify with the university. This provides
opportunities to cultivate these relationships to enhance recruitment
and to develop the potential for major gifts to the university.

In economically difficult times, such as lowa’s universities are now
experiencing, large compensation packages for coaches, heavy
investments in athletic facilities, increased emphasis on
commercialization of sporting events, and preferential treatment of

boosters emphasize the questions about university priorities. Yet,

many feel that the failure to do these things will place lowa's
universities at a major disadvantage in recruiting coaches and top
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athletes which will, in turn, lead to losing seasons and lower
revenues.

= While the issue of national competition, higher salaries and heavy
commercialization have been addressed at the national level, the
trend toward more and more continues among the nation’s
universities, like an “arm'’s race.”

While some increases in efficiencies can be achieved in the athletic prbgrams,
such efficiencies will not be nearly enough to solve the existing problems.

The Regents have recently recognized the need for more attention to athletics and
have re-instituted a special study group to examine such issues. The special study group
will need to continue to monitor the appropriate role of intercollegiate athletics at the
universities.

2.12 Regents’ Two Percent Reallocation Policy

Current Regents’ policy requires that each institution reallocate two percent of its
annual education and general budget each year as a way of incrementally shifting
budget dollars from low to high priority programs and activities. Because of the severe
reductions in state appropriated funds this year, the institutions will most likely be unable
to fully comply with the letter of the two percent policy, but have, in spirit, by making
larger reductions in low priority programs and activities.

Our review of the institutions’ implementation of the two percent reallocation policy
in prior years indicates that the policy has enabled the institutions to utilize their funds
more effectively and to transfer funds from lower to higher priority programs and
activities. However, for the most part, the two percent reallocations have been made
within departments or colleges and not among colleges or university divisions.

2.13 Economic Growth

Interviews with both Regents and state officials revealed a perceived need for the
Regent universities to do more to advance the state’s economy. Perhaps the state of
- the state’s economy at this time combined with the shortfalls in state tax revenues
heightens this interest or, more importantly, emphasizes its importance.

Interviewees pointed out that while lowa is a national leader in providing
postsecondary education to its population, the state is near the top, nationally, in the
proportion of its educated workers who migrate to other states with greater job
opportunities. Most state and university officials agree that this out migration will
continue until the state’'s economy creates the necessary job opportunities to hold
graduates in the state. For this reason, it is critical that the state marshall all of its
resources, including those of its universities, to create economic growth.

Universities are already making major contributions to economic growth. In its
simplest form, economic growth of a state depends upon two major factors:
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1. Using the state’s goods and services to bring dollars from outside of
the state into the state; and

2. Holding on to the imported dollars as long as possible before they
are spent out-of-state. '

For lowa’s economy to grow, it must concentrate heavily on both of the above
factors. To this end, the state’s public universities, unlike most other state agencies, are
major contributors to the state’s economy. lowa’s universities bring into the state huge
amounts of out-of-state dollars in terms of both contracts and grants and out-of-state
students. As shown in Exhibit 2-2, lowa’s three public universities, conservatively, bring
into the state over $610.5 million per year from other states. For the most part, these
are dollars that would never have entered the state’s economy had the universities not
brought them in.

When combined with the estimated turnover of the dollars before they escape the
state, lowa’'s public universities generate about $1.2 billion per year in gross state
product just from their import of out-of-state dollars. This income generates about $122
. million per year in state and local tax revenues.

No other state or locally public funded organization generates such major
contributions to the state’s economy. For this reason, state decision makers need to be
careful that they do not, in their budget reductions, damage the universities’ ability to
import dollars from other states in the form of contracts and grants, corporate donations,
and out-of-state students. '

Beyond the immediate contributions to lowa’s economy from the import of dollars,
the Regent universities make other significant contributions, inciuding:

= Providing the state with an educated work force;

m  Providing the results of research in the form of patents and
copyrights;

m  Promoting the transfer of the results of university research into the
economy;

m  Promoting the development of new businesses;
m  Providing continuing education for the state’s citizens; and

= Providing advice on business strategies and techniques, particularly
agriculture.

The overall conclusion of our project team is that the Regent universities have
been, and continue to be, major contributors to the state’s economic growth. We did,
however, observe two areas where improvements can be made in the universities’
contributions to the state’s economy:
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m The economic development programs of the state’s business
leaders, Department of Economic Development, the community
colleges and universities would benefit from more partnerships.
Partnerships among these and other appropriate entities in both
planning and executing a well coordinated economic development
program could significantly enhance the state’s economic growth. If
the power of the universities’ education, research and public service
programs, including cooperative extension, were directed toward a
common set of economic development goals also supported by
other state organizations, the state could significantly improve the
performance of its economy.

m  The state funded research activities of ISU and Ul would benefit
from further efforts to coordinate and utilize available resources
more effectively to support state economic growth.

2.14 Employee Health Insurance Coverage

The Regent institutions provide health insurance coverage for their employees
under two different plans.

= Merit employees are covered under the state health benefit plan and
the Regent institutions must pay whatever annual rates the state
establishes. For FY 2002, the health coverage costs for merit
employees increased by 30 percent. (All employees of both Special
Schools have the same coverage as the merit employees of the
three universities.)

m Faculty and professional and scientific employees are covered by
health benefit plans chosen by each of the Regent institutions. For
FY 2002, the annual costs for these employees increased from 5 to
19 percent. Additionally, at UNI, the United Faculty union negotiates
benefit provisions with the university for those faculty included in the
unit.

National studies indicate that under current policies, health insurance premiums
will continue to rise at 10 percent to 15 percent per year. The Regent institutions are
currently spending about $93 million per year on employee health insurance benefits.
Thus, a 10 to 15 percent annual increase costs the institutions about $9 million to $14
million more each year unless actions are taken to reduce those costs.

Employers across the nation are facing the same problem of rapidly increasing
health insurance costs. Like the universities, many are taking action to either reduce the
costs or at least control future growth. The actions being taken, at the moment, depend
upon each employer’s unique situation, but include strategies such as:

m significantly increasing employee co-pays or deductibles;

m breakout of coverages and contracting separately for some
treatments;
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= direct contracting with some providers;
m reducing/limiting benefits; and
n nﬁore intense monitoring of provider charges.

Whether now or later, the Regents will have to continue efforts to address the
escalating costs of employee health coverage and take corrective actions.

2.15 Enterprise Funds \

Enterprise funds are institutional operations, or units, which operate similar to
businesses in that they charge for their services and must manage their staffing,
workloads, revenues and expenditures so as to at least break even on a financial basis.
Another term used to describe enterprise funds is cost recovery units. All of the Regent
universities utilize enterprise funds.

To be most effective, enterprise funds need to be fully dependent on earned
revenues and subject to competition from private businesses. Many of the funds meet
this test, but some do not. Most of the cost recovery units also receive some direct
funding and some operate on a sole source basis. As a result, during our site visits, we
heard complaints about both the prices charged and the quality of services provided by
the units, two common complaints about sole source vendors. In some cases, the cost
recovery units seem to have set abnormally high prices as a way of discouraging their
customers from consuming certain services.

While monopolistic enterprise funds offer the advantage of allowing customer units
to decide on the level of service they want to consume, they do very little to ensure the
efficiency of the operations. In fact, the administrative costs of monopolistic enterprise
funds may exceed any cost savings associated with the establishment of the unit.
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3.0 RECOMMENDATIONS

Based on the facts and findings in the previous chapter, our review team has
developed the recommendations contained in this chapter. In accordance with the three
project phases identified by the Regents in the initial Requests for Proposals, we have
divided our recommendations into Phase Il actions and Phase Il actions. Phase II
actions are those that can be completed in a relatively short time frame and which will
produce immediate cost savings or revenue enhancements. Phase |l actions are those

which will take longer to complete or longer to realize cost savings or revenue
enhancements. ‘

3.1 Phase Il Recommendations

RECOMMENDATION II-1:

The Board of Regents should review their current meeting schedule and agenda
arrangements to determine if travel costs can be reduced and staff productivity
increased while still enabling the Regents to fully execute their responsibilities. In
reducing the number of traditional meetings, the Regents should take advantage of
appropriate alternative approval methods for time-sensitive matters. By strategically
sequencing agenda topics, staff waiting time can be minimized, and more time will be
available to attend to other assignments. Board staff should solicit suggestions from
institutional personnel on how to accomplish this goal.

RECOMMENDATION II-2:

A Board of Regents committee should review the current purchasing, contracting,
and personnel appointment approval thresholds with the objective of delegating
more decision-making authority to the institutions. Greater delegation of authority
will reduce both the materials preparation time and the number of university staff who
attend Board meetings.

RECOMMENDATION II-3:

The Board of Regents should prioritize and undertake a review of the
instructional, research, and public service delivery systems at each university
with the objective of streamlining the delivery systems and reallocating academic
resources. The review might include the following structures, policies, and procedures:

Academic organizational structure and administrative costs;
Course duplication;

Faculty productivity, including extra-curricular assignments;
Course sizes and scheduling;

Articulation of community college students;

Total credit hours to graduate;

Summer enroliments;
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Small enroliment programs; ’
Low priority programs not essential to the core mission;

Enroliment management,

Remedial courses; and
Outsourcing opportunities.

RECOMMENDATION li-4:

The Board of Regents should prioritize and conduct a review of revenue
enhancement opportunities and establish a revenue growth schedule for each
university. The review may include the following:

Student tuition and fees;

Contract and grant revenue;

Marketing access to students, faculty, and staff;
Marketing university patents and copyrights;
Sales of university products and services;
Increased summer enroliments;

Program participation fees;

Collection of overhead charges;

Cash management practices;

Investment practices;

Leases of university assets (e.g., Instructional Television Fixed
Services Licenses); and

Sporting and entertainment event revenues.

RECOMMENDATION II-5:

The Board of Regents should conduct an evaluation of its health benefit plans for
faculty and professional and scientific employees to learn of actions taken to
manage costs and to determine appropriate action to control future cost
increases.

RECOMMENDATION l1I-6:

The Board Regents, working with institutional officials, should conduct a review
of the purchasing policies and practices with the objective of reducing both the
operational costs of purchasing activities and the prices paid for goods and
services. The review could include:

Purchasing policies, procedures, staffing, and costs on each
campus;

Assessment of automated purchasing systems on each campus;

Interviews with selected vendors regarding ways to further reduce
prices charged to the institutions;

Current and potential cooperative purchasing arrangements;
Buying patterns and schedules; and
Shipping/receiving procedures and costs.
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RECOMMENDATION II-7:

The Board of Regents should review the processes and the results of the
reallocation policy over the past five years.

RECOMMENDATION [i-8:

The lowa School for the Deaf should conduct a business process analysis of the
individual education plans (IEP) process to identify opportunities for increased
efficiency through the use of technology and changes to the process. The purpose
of the business process analysis would be to streamline the internal IEP process and to
ensure efficient development of the document, efficient notification and assembly of the
involved parties, and increased accessibility of the document.

RECOMMENDATION 1I-9:

The Board of Regents should review the role and composition of the special
schools Advisory Boards and update as necessary. Consideration should be
given to inclusion of representatives of parents, special school staff, students, K-
12 educators, and the Department of Education.

RECOMMENDATION 11-10:

The Board of Regents should, after further study, propose modifications to state
statutes and other policies to achieve efficiencies through the following
authorizations:

m Authorize institutions to bid auditing services currently being . f
provided by the state auditor. This provision would be consistent with
authority granted to community colleges and municipalities. : f

= Authorize institutions to carry forward unspent and unencumbered
balances at the end of the fiscal year thereby eliminating purchases
made for lower priority items simply to use up all available funds.

m Authorize institutions to contract for minor construction projects up to
$250,000 without utilizing formal competitive bids. The current
threshold of $25,000 provides only for the smallest of projects and
needs to be increased to provide for more effective project delivery.

m Authorize institutions to construct facilities utilizing design-build
techniques. This will provide for improved delivery timetables with
the best available contractor in a cost effective manner.

= Authorize the institutions to establish equipment capitalization levels
up to $5,000, which is the federal level. The current level of $2,000
represents a threshold that is outdated. The capitalization of
equipment requires that it be carried as inventory and considered
permanent for indirect cost calculations.

m  Amend existing statutes and rules relating to settlement claims on
property losses and small liability claims to provide for a more
definitive settiement process. Institutions should be delegated
authority to manage the claims process. In many cases, it is unclear

MGT of America, Inc. Page 3-3




G.D. 27
Attachment
Page 39

Confidential Draft Recommendations

where agency responsibility falls in settling claims, especially those
related to fire damage.

3.2 Phase lll Recommendations

RECOMMENDATION HlI-1:

The Board of Regents should examine criteria and models for assessing the total
facility space needs and the level of classroom and laboratory utilization and for
guiding the design of new and renovated buildings. This objective system should
then be used as a guideline to assess the facility needs and utilization of each
campus.

RECOMMENDATION Ili-2:

The Board of Regents should review the process used to determine deferred
maintenance needs of the institutions and assess the full needs of the institutions
in deferred maintenance funds.

t

RECOMMENDATION IiI-3:

The Board of Regents should review its governance reporting requirements with
the objective of streamlining the reporting requirements while maintaining an
adequate accountability system.

RECOMMENDATION lli-4:

The Board of Regents, working with university officials, should continue to
monitor the athletic programs at each of the universities. The monitoring should

* include:

m  Current and potential revenue sources; and
m  Organizational, administrative, and governance issues.
RECOMMENDATION lii-5:

Each university should prioritize and continue to undertake, when appropriate,
re-engineering studies of institutional administrative and support services with
the objective of reducing operating costs by eliminating unnecessary and
duplicative work tasks, eliminating bottlenecks, and improving automated
systems, where cost effective, and report actions taken to the Board of Regents.

RECOMMENDATION liI-6:

Each of the Regent universities should conduct a critical review of both current
enterprise funds and potential new enterprise funds. The evaluation of current
funds should include: (1) a determination of whether to keep the fund, (2) a
phased elimination of direct funding, (3) the introduction of competition from
private businesses, and (4) a determination of whether savings could be achieved
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by outsourcing the operation. The evaluation of potential enterprise funds should
include the identification and assessment of other opportunities to establish such funds.

RECOMMENDATION 1lI-7:

The lowa Braille and Sight Saving School should conduct an in-depth review of
the administrative procedures and the roles and responsibilities of administrative
and support staff to determine where effectiveness and efficiencies can be gained.

MGT of America, Inc. Page 3-5






